The purpose of this study is to explore the aspects of management of competitive intelligence process in Tunisian companies. This exploratory study was conducted using semi-in-depth interviews with six executives in six companies in Tunisia. The results revealed by this study that the competitive intelligence as a competitive tool is unknown to the vast majority of Tunisian companies. It is not still a formalized stage, but it is in an embryonic way. Second, two most important of information are collected: profiles of potentials customers, and opportunities in new market. Thirdly, for analysing and synthesising information the results indicate that managers knows and uses the majority of methods to analyze competitive information gathered especially in making decisions that fall the marketing department. Fourthly, all companies spend most of their time in collecting information. Although planning what and how to collect information and analysis they receive relatively less attention. This research suggests that overriding influence on successful competitive intelligence process is the existence of a management support, culture and structure, which encourage and develop competitive intelligence activities in companies.
What are the sources of information that companies tap?
What factors those promote competitive intelligence process in the Tunisian companies?
The remainder of the paper presents a brief literature overview of Competitive intelligence, followed by the methodology used in the research. The results are subsequently presented. This paper concludes with recommendations on how to improve the Competitive intelligence practices in Tunisian companies.
Defining competitive intelligence
Competitive intelligence can be defined as " actionable recommendations arising from a systematic process involving planning, gathering, analysing and disseminating information on the external environment for opportunities, or developments that have the potential to affect a company's or country's competitive situation" (Calof and Skinner (1999) . It is also defined as "actionable information about the external business environment that could affect a company's competitive position (Ashton and Kalvans, 1997) .
Competitive intelligence is information about the actions, capabilities, and intentions of current and potential competitors that provides input in formulating long-term strategy and goals (Troyd et al, 1993) . Therefore, competitive intelligence includes competitor intelligence as well as intelligence collected on customers, suppliers, technologies, environments, or potential business relationships (Fair, 1966; Gilad, 1989; Grabowski, 1987; Guyton, 1962) . It is the fundamental basis of the strategic decision-making process (Dichman P., 2007) .
The intent of competitive intelligence is to better understand customers, regulators, competitors and so forth to create new opportunities and forecast changes in the quest for sustainable competitive advantage (Calof, 2006) .
The most common benefit of Competitive intelligence however is its ability to build information profiles that helps a company to identify its competitor's strengths, weaknesses, strategies, objectives, market positioning and likely reaction patterns (Bose R., 2008) . According to Berner S (2001) , the functions of competitive intelligence are:
to prevent surprises that could hurt the business; to identify opportunities for the organization; to gain competitive advantage by reducing reaction time;
to improve long and short term planning; to provide Actionable Intelligence for use in the development of strategies; to engender a greater understanding of your own company; to identify threats.
In recent years, Competitive intelligence has become significant in management discipline and strategic management (Zangoueinezhad et al, 2008) . According to Kahana (1996) , many reasons why companies need Competitive intelligence now more than ever:
The rapid increase in the pace of business: Businesses are required to handle more projects and make more decisions at greater speed than before.
Information overload: Technological development has accelerated the speed and availability of communication and information.
Increased global competition from new customers: Increased access to resources (e.g. capital, skills and transportation) increased the number of competitors and decreased the importance of close physical proximity.
Increasing aggressiveness of existing competition: Many market places are maturing resulting in companies increasing their market share at the expense of their competitors.
Quick and forceful effect of political changes: Many countries have moved from communism or socialism to capitalism in the last decades.
Rapid technological change: The last decades have seen the introduction of wireless communication, personal computers, the Internet and biotechnology.
When people talk about Competitive intelligence there tends to be confusion between Competitive intelligence and spying/espionage. Espionage is the practice of obtaining information about an organization or a society that is considered secret or confidential (spying) without the permission of the holder of the information (http://quinazagga.wordpress.com).
According to The Society of Competitive Intelligence Professionals (SCIP, 2008) Competitive intelligence is "a systematic and ethical process for gathering, analysing and managing external information that can affect the company's plans, decisions and operations". CI differs from spying in that is uses legal means and goes well beyond data collection.
Competitive intelligence is the art of collecting, processing and sorting information to be made available to people at all levels of the firm to help shape its future and protect it against current competitive threats (Zangoueinezhad et al, 2008) . It should be legal and respect codes of ethics: it involves a transfer of knowledge from the environment to the organization within established rules.
Competitive intelligence process
The process of Competitive intelligence is the action of gathering, analyzing, and applying information about products, competitors, suppliers, regulators, partners, and customers for the short-and long-term planning needs of an organization (Kahaner, 1998) . It is cited in literature as a four-phase process, consisting of formal and informal activities: planning and direction, data and information collection, analysis and dissemination of intelligence to those who will use it.
Planning and Focus
The first phase planning and direction, define the company's requirements in terms of what intelligence is required (Fleisher, 2001 ). According to Kahaner (1997) , McGonagle and Vella (1999) and Rouach and Santi (2001) have highlighted the importance of this first phase in the Competitive intelligence process (Kahaner, 1997) . This phase required knowledge about the intelligence user's key intelligence needs (KINs) including the timeframe.
Its is the decision-Makers who initiate the Competitive intelligence process by expressing what intelligence is required in order to make the most effective decisions. It is important to know that Competitive intelligence is not about collecting all information but focusing on issues of highest importance to senior management (Daft et al, 1988; Herring, 1998; Gilad, 1989) . It is also about a wider focus than only on competitors to include facets such as suppliers, customers and the regulatory environment.
The key player involved in this process is decision makers and the CI team. The decision Makers represent any in the firm who require intelligence to improve the decision making process, most commonly included the Strategic Planners, Corporate Executives, General Managers, Functional Managers, Product Line Managers, Sales Force, etc. CI team is defined as the formal department created tm manager the Competitive intelligence process and meet the intelligence needs of the firm . This requirement must be clear and non ambiguous. When the intelligence requirements are understood by the Competitive intelligence group, the next step involves transforming the intelligence requirements into information requirements. Perhaps some of this information already exists, perhaps not. The Competitive intelligence team must determine what additional information is required and process to acquire it.
The planning phase not only initiates the Competitive intelligence process, but also includes managing the end to end process as well as acting as the forum for feedback between the Competitive intelligence group and decision Makers. The feedback provides opportunities for revisions to the original intelligence request as well as constructive feedback on the deliverable of previous requests facilitating a continuous improvement atmosphere.
Collection
During this phase the information is collected from a variety of sources (primary and secondary) using various techniques (Viviers et al, 2005) . Some common primary sources include government agencies, employees, suppliers, customers, conferences, etc. Some common secondary sources include magazines, TV, radio, analyst reports, and professional reports.
The choice of a particular source is related to the type of data or information required; such factors as ease of access ease of processing the source, cost, availability, quantity and quality of information will probably impact on selection (Wanderley 1999) .
It is important to note the necessity for creativity and innovation in the acquisition of information. One of the greatest sources of information come from employees of the firm itself, therefore an effective communication infrastructure must exist to support the acquisition of the information.
Collection also involves various acquisition methods including environmental scanning (Aguilar, 1967; Lenz and Engledow, 1986; Daft et al., 1988) , surveys, telephone interviews, observation, media scanning and networking.
Analysis
This phase is the most important step in any Competitive intelligence process. It includes the activities of analysis and synthesis of data collected. It is, converting information into usable intelligence on which strategic and tactical decisions may be taken (Gilad, 1989; Gilad and Gilad, 1985; Calof and Miller, 1997; Herring, 1998) . It is here that meaning is attached to volumes of information and put in the context and decision-Makers require for effective decision making and it is the analysis that is responsible for adding value to the firm through enhancing the effectiveness of the decision making management. Marceau and Sawka (1999) say that for intelligence to be relevant, advanced and appropriate analytical tools must be used such as SWOT (strengths, weaknesses, opportunities and threats) analysis, PEST (political/legal, economical, socio-cultural and technological) analysis, scenario analysis, and competitor profiling. According to Gilad and Gilad (1988) , the analysis process comprises six steps: collating data, condensing information, drawing conclusions, building scenarios, studying implications for competitive positioning and suggesting recommendations for action.
Communication
The results of the Competitive intelligence process must be communicated to the customers of the Competitive intelligence process. Intelligence communication can take place via ad hoc reports, alerts, e-mails, presentations, news briefs, competitor files and special memos (Fleisher, 2001 ).
The communication also includes the evaluation of the Competitive intelligence process, the identification of its benefits and the assessment of its effectiveness in the decision making process (Santo, 2010) . Feedback from the users is also important in the development and improvement of future Competitive intelligence plans, as well as the review and reassessment of the organizational strategy (Fleisher 2001) .
Competitive intelligence context
Theoretically it is postulated that Competitive intelligence process consists of planning and focus, collection, analysis, and communication of intelligence. According to Calof and Dishman (2002) , the Competitive intelligence process can be affected by certain contextual influences, namely organisational culture/awareness, the formal infrastructure and as employee involvement.
Process and structure
Competitive intelligence requires appropriate policies, procedures, and a formal (or informal) infrastructure so that employees may contribute effectively to the Competitive intelligence system. There is much support for a formal structure and a systematic approach to intelligence (Cox and Good, 1967; Cleland and King, 1975; Gilad and Gilad 1985, 1986; Ghoshal and Kim, 1986; Porter, 1980) . Corporation support is defined here as the receptiveness of corporation to the presence of a formal Competitive intelligence process.
Competitive intelligence support impacts the whole Competitive intelligence effort. Corporation can be evaluate through the organizational structure, the organizational culture (knowledge sharing encouraged or discouraged within the corporation) and the level of financial support (budget as a % of annual revenue). However, regardless of the debate all authors point that the success of Competitive intelligence process depends on gathering people and resources from a range of internal units and encouraging employees to contribute to, use and participate in the Competitive intelligence activities.
Organisational awareness/culture
To be used optimally, enterprise has needs to have an appropriate organizational awareness of Competitive intelligence and a culture of competitiveness (Garvin, 1993; Sinkula, 1994; Slater and Narver, 1995) . There has been support for this awareness/culture construct in the area of market orientation (Gelb et al., 1991; Ghoshal and Kim, 1986; Ghoshal and Westney, 1991; Kohli and Jaworski, 1990; Narver and Slater, 1990; Pole et al., 2000; Slater and Narver, 1994 , 2000 .
It is also important to create the right environment for Competitive intelligence. Without proper awareness and attitudes that encourage both intelligence and information sharing, it is difficult to develop intelligence within an organisation.
Awareness and participation can be enhanced using various methods including having incentives available to recognise or reward useful · contributions (Fuld, 1995) . The distinction between the Competitive intelligence process and contextual influences is represented in figure 1.
Research methodology
The concept of competitive intelligence is recent and is not sufficiently recognized in Tunisia companies (Wadie N., 2011 ). An exploratory qualitative study was considered appropriate in this case. According to Creswell (2004) exploratory research is well suited to situations in which the research problem is difficult to delimit and those in which the research problem is not well known.
Qualitative methods provide rich information for exploring a phenomenon that has not been studied before, allowing the researcher to gain a better understanding of the phenomena and to identify attitudes, and influences.
For this reason, the qualitative research aims to build an understanding of companies "lived" experience with competitive intelligence, and how they manage this activity. The three most common methods used in qualitative research are participant observation, in-depth interviews, and focus groups. Each method is particularly suited for obtaining a specific type of data.
Participant observation is appropriate for collecting data on naturally occurring behaviors in their usual contexts.
In-depth interviews are optimal for collecting data on individuals' personal histories, perspectives, and experiences, particularly when sensitive topics are being explored.
Focus groups are effective in eliciting data on the cultural norms of a group and in generating broad overviews of issues of concern to the cultural groups or subgroups represented.
For qualitative research two methods are used: In-depth interviews and focus group interviews. First, the use of In-depth interviews is gaining popularity among marketing researchers. In depth interviews provide detail about their personal experiences, views, and behaviour.
Focus groups are a very useful tool for collecting relevant and informative data. They allow researchers to investigate complex behaviour such as what different groups think about a subject and why they hold such views and can also help to identify changes in behaviour. Focus groups are particularly useful in investigating the use, effectiveness and usefulness of a service as they allow you to gather detailed information and probe people's views. They also enable the user to inform decision making and resource allocation.
In a complementary, focus group studies have used follow-up interviews with individual participants to explore specific opinions and experiences in more depth, as well as to produce narratives that address the continuity of personal experiences over time. Qualitative analysis for In-depth interviews and focus group discussion is a process of reviewing, synthesizing and interpreting data to describe and explain the phenomena or social worlds being studied. For this research one method is used: In-depth interviews.
Sample profile
The goal of an In-depth interview study is not necessarily broad application to the mass, but rather a unique understanding of an individual's groups' specific experience of a particular phenomenon. Since randomness is not an option in this qualitative inquiring, Patton (1990) recommended using relatively small selected purposefully. A purposeful sample selects information rich cases for study In-depth. For the In-depth interviews, a simple interview guide was self-constructed and was based on the elements of the Competitive intelligence processes. The guide of focus group was represented in the following. Three sectors were chosen for this study: communication technologies, manufacturing and commercial retailing. The research questions during the interviews were open and general. Notes, relating to salient aspects and in response to the prepared questions, were kept and typed up immediately after the interview. Information gathered was collated and analysed per key Competitive intelligence component of the Competitive intelligence process, and the research results were represented by descriptive statistics in the form of tables and figures. The interview guide: Analysis PEST (political/legal, economical, socio-cultural and technological) analysis.
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The In-interview began with sample biographical questions about the respondent such as their title, their tenure with the organization, their role and responsibilities at the firm. These questions were applied to gain rapport and to create a spirit of trust between the interviewer and participant.
The In-depth interviews conducted with six executives and took place during the period April-May 2010. The interviewers were contacted by telephone, briefing on the purpose and the nature of this study and assured confidentially of response. Next, they were requested to participate to conduct the interview. All interviews took place at the interviewees' work places. The interview ranged in duration from 40 to 60 minutes, with the average at approximately 50 minutes. The interviewer was tape-recorded and transcribed into text files for data analysis. Table  1 presents the sample of In-depth interviews.
The text analysis afforded opportunities to search for themes and patterns in responses, as recommended by Seidman (1991) , who suggest marking individual passages, grouping them in categories and then studding the categories for thematic connection.
The text was reviewed and grouped by answers to the specific research questions (Hon, 1997) , as well as contrasting and comparing multiple responses and remarks that set some interviews apart from the other. According to McCracken (1988) noted, by interviewing a number of respondents, the researcher was able to connect the experience of these participating and check the comments against other, offering validity to parallel remarks or contradictions to opposing remarks.
Following the recommendation of Berg (1988) , themes were established from the body of the interviews and grouped based upon trends and patterns in answers specific to the research question.
Findings
Planning and focus
The initial suggestions about understanding competitive intelligence process shows that competitive intelligence is not very well recognised in Tunisia. Four respondents know that competitive intelligence is a process for gathering, analyzing, and managing external information about products, competitors, suppliers, regulators, partners, and customers. It is assumed by them to be a strategic activity. The respondent declared not to have any organised Competitive intelligence activities at all. In the majority of the cases the process for gathering, analyzing, and www.ccsenet.org/ibr International Business Research Vol. 4, No. 4; October 2011 ISSN 1913 -9004 E-ISSN 1913 68 managing external information about products, competitors, suppliers, regulators, partners, and customers is practiced in the marketing and sales department.
The results of In-depth interview showed that some companies have employee's regularly contributing information without being informed about management's information needs. Further, for those few that informed the employees what to collect.
Collection
The questionnaire aimed to determine the information needs of respondents and where they looked for information sources (Table 2) . Respondents were presented with nine types of information and they were asked to indicate on a three category scale (unimportant (1), important (2), very important (3)) to what extend they considered these types of information important. One of the more significant results of the study was all types of information as more important. Additionally, they had to indicate the two most important of information: profiles of potentials customers, opportunities in new market and reputation and activities of competitors.
Interviewers were presented with eight sources of information and they were asked to the three most important information sources (Table 3 ). The results chows that the important sources of information are quite similar in both companies: company staff, personal contacts outside the company and external distribution channels. Primary, personal and informal sources are frequently used, which suggests the importance of social networks for the intelligence process. The Internet was not also frequently referred to.
The majority of cases, companies spend most of their time in collecting information. Although planning what and how to collect information receives relatively less attention than suggested in intelligence literature (Calof and Breakspear, 1999; Perscott and Bhardwaj, 1995) .
Analysis
Respondents were presented with seven different techniques which enable CI researchers and decision makers to place the collected data within a useful context for strategic decision making: Competitor profile, Market analysis, SWOT analysis, Porter's Five Forces, BCG Matrix, McKinsey Matrix, and Scenario analysis and asked if they recognised these techniques. The majority of respondents knows and uses the majority of these methods to analyze competitive information gathered especially useful in making decisions that fall the marketing department (Table 4) .
Communication
In the six companies, we noted the concern of sharing information and circulate it. The majority of companies wanted to improve the organization, transmission and sharing of information internally. This is precisely the companies that were prepared to invest more in competitive intelligence and whose strategy was clearer and more explicit than others. The main forms of intelligence dissemination are face to-face meetings and reports.
Process and structure
The results of the Process/structure questions (how Competitive intelligence is organised and conduct in your company) indicate that companies may not yet be investing appropriately in building the internal infrastructure required for fully effective intelligence efficacy. Further, they reported that they conducted intelligence on a part-time basis with employees being responsible for their own intelligence. Although they indicated that they have not convenient ways for employees to report intelligence input.
Culture, awareness and attitude
Competitive intelligence is assumed to be a strategic activity by the majority of respondents. They said that employees understood that sharing information was important to the firm's success. This is indicative of a positive culture, awareness and attitude towards intelligence that might not, as evidenced earlier, be being fully supported by the process and structure.
Conclusion
In today's highly competitive business environment, it is essential for every business to understand what its competitors are doing and what they are planning to do. Competitive Intelligence has emerged as a separate business activity from market research and general business intelligence. It is a systematic a systematic process for planning and direction, data and information collection, analysis and dissemination of intelligence. The goal of Competitive intelligence is to provide actionable intelligence that will provide a competitive edge to the organization. 
Access to decision-making
Three components in companies are responsible for the effective functioning of a Competitive intelligence unit, namely, top management, the staff of the Competitive intelligence unit and the line managers in their different functional areas. The intelligence activities of these groups must be coordinated. One proven way to bring Competitive intelligence into the decision-making process on an acceptable basis is to bring the decision makers into the Competitive intelligence process. Intelligence units must be located so that they are in a position to support decision making by providing competitive insights, discussing alternatives and compelling action. Whether intelligence units are addressing strategic or tactical must be as close to the decision maker as possible (Miller, 2000) .
Visibility
According to McGonagle and Vella (1999) , Competitive intelligence has become recognized as a vital, legal and ethical support for many corporate functions, such as planning and marketing. Intelligence units should be highly visible components of corporate organizations. Organizations clearly have a need to avoid creating the impression that they are not abiding by strict legal and ethical guidelines as they manage their intelligence programmes.
Links to other parts of the enterprise
Intelligence units should be located organizationally so that they have strong links to other parts of the enterprise. The majority of information that can be transformed into intelligence resides within most companies and if an intelligence unit is unable to access and acquire this internal information, it will not be able to conduct intelligence operations properly (Miller, 2000) . Intelligence functions must be able to interact with other corporate components, for example sales and marketing, planning, purchasing and manufacturing. Without the visible support of and utilization of intelligence by top management, the process will be flawed. Until recently, little thought was given on where in a corporate enterprise to place a Competitive intelligence unit. Strategic planning, or other functions akin to it, for the most part has been the most logical fallback location. Competitive intelligence units were concerned mainly with issues of strategic importance to a company, and the strategic planning department seemed to be the most logical choice for placing the intelligence function (Miller, 2000) . The implementation of competitive intelligence unit in the organization seeks to help managerial process of the Competitive information. It also requires a cultural change in the collaborators that should have the freedom of putting their competitive information in a database without fear of safety lack. The key to tapping this internal resource in accomplishing the following four tasks (Festervand, 1988) ' ideas, complaints, competitive benefits, trends, etc.) , it is doubtful that meaningful amounts of intelligence will be collected. 3. Provide an accessible channel through which intelligence can be transmitted (for example, weekly staff meetings). 4. Reward employees for their efforts. Effort for which no actual or perceived reward is attached will soon cease. This study aims to investigate competitive intelligence process in Tunisia. It was qualitative in nature. The main limitation of the study relates to the small number of companies studied. In further research is needed to more understand the Competitive intelligence process in Tunisian companies as well to confirm the findings of this research.
